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MEMORANDUM FOR: Director of Central Intelligence

SUBJECT: The Office of Training

1. You expressed some curiosity about Agency training
Hugh Cunninzham, Director of Training has prepared the attached
report which I think will give you a quick overview. I would only
add two points to it:

a. We established a Board of Visitors for the training
establishment last yeor headed by the Inspector General
with represzentatives of the different directorates. This is
deul’fncd to increase the responsiveness of tramulg to the
real needs of the Tirectorates and to improve their support
of the training establishment.

b. Some of our traininy might usefully be extended
to other members of the community., We have done a bit
of this with respect to information syctems but there might
be a number of benefits in going at tr aining on a community
basis, for at least some courses (e.z., with the DIA, NSA,
FBI, etc.). This could be looked into if you think it useful.

2. After you read this I would suggest a chat with Mr.
Cunningham and his deputy (and possible suCCessor)
about the training effort generally, Mr. Broe might usefully attend
as the Chairman of the Board of Visitors.
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15 March 1973

MEMORANDUM FOR: The Director

SUBJECT : The Office of Training

I understand you have raised questions about the thrust of the Agency training
effort. Here'is a brief description of it, along with the hope that we can discuss it
more fully at your convenience.

1. The Office of Training has two main jobs: keeping up to date the knowledge
and skills the Agency needs, and preparing for constant and accelerating change in
its targets, functions, and approaches.

2. You can get a quick overview of the scope and variety of these efforts by
‘leafing through the attached OTR Catalog. In FY72 OTR conducted 130 courses
for 6, 000 students over 69, 400 student days. It administers the external program
(2, 800 students in FY72) and supports the training programs of other components
(for example 54 highly technical courses given by the Office of Communications)
which in FY72 trained another 4, 000. Except for student salaries all this costs
the Agency about

3. Historically the Office of Training has always concentrated upon skills _
training, especially in skills needed for operations overseas. More of this below,
but first it should be emphasized that in recent years OTR has been a component to
look to for useful innovation. For example:

a. For twenty years the Agency's most comprehensive course has been in
Basic Operations, the fundamental training for all case officers in recruiting and
handling agents and in collecting and reporting information. It is always being revised
and updated, now lasts 16 weeks, and trains about a hundred young officers a year.
But in recent years we have added these and other types of training for use overseas:

E2 IMPDET
CL BY SIGNER
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b. For years our course for new officers concentrated upon an introduction
to the Agency, and then upon International Communism. But for several years now
we have been putting the profession of intelligence into a wider context in our opening
course and in others at mid and senior levels.

1) The opening course, now called Intelligence in World Affairs,
discusses CIA in the context of the intelligence community, the foreign policy structure,
the changing interests of the U. S. in a changing world, and in the context of American

‘society. The main focus is on arousing interest in the potential challenge of an

intelligence career.

2) Our Advanced Intelligence Seminar carries on the same effort at
a higher level, designed for people with ten or more years of intelligence experience.
The main thrusts come from bringing together people from all over the Agency to
educate each other, presenting senior speakers from many Agency components, and
bringing in distinguished outsiders to stretch minds and horizons. (The Mid~Career
Course, cur most popular ever since it started in 1964, serves something of the same
purpose, but leans most heavily on senior Agency speakers from the DCI on down. )

3) Our Senior Seminar, started in late 1971 for groups of 20 GS-15s
and supergrades from all over the Agency, carries this process as far as we can go
In nine weeks. The students learn more about CIA from each other than they have -
learned in many years of experience in one directorate, and are brought into shaxp
confrontation with the need for new ideas and approaches by a wide variety of outsiders.

STATINTL
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d. OTR has taken over the training program in Information Science formerly
presented by DIA (with CIA help) for the whole community. The courses are heavily
oversubscribed far in advance, and we face the question of cutting them back to handle
CIA students only or of expanding the effort into a permanent—and expensive—
community-wide asset., OTR has been gradually expanding its attention to such
aspects of analytical method as Bayesian analysis, the Delphi process, and probability
theory, but the main current effort is to train the growing band of consumers of
present and prospective applications of ADP and related technology.

e. Long convinced of the dangers of tribalism, OTR has put great stress on
bringing the tribes together, not only in the courses described above, but in special
courses: for example, one course to explain the Directorate of Operations to the
Directorate of Science and Technology and another in the opposite direction.

f. Courses in management, which began a dozen years ago with packaged
presentations by outside consultants, have evolved into in-house training at several
levels from the first-echelon supervisor on up, and with the strong support of Mr. Colby
are still evolving. Together with those described in b above, they make up a basic
core of courses useful for career development throug_flout the Agency at all levels.,

Taken with training in languages, external training, specific skills training like
operations or analysis, and general skills training like those in writing, effective
briefing, and reading improvement, they make it possible for the Agency's manage-
ment to tailor career development programs appropriate for each component and
each type of employee at every stage.

g. OTR is always sloughing off old courses and developing new ones in an
effort to anticipate future problems of intelligence. We put on an Agency forum on
drug abuse and the international drug traffic before that became a priority target
for CIA, and took an early part in devising training for the BNDD and other agencies.
We persuaded OER to collaborate on a forum on the growing general importance of
economic intelligence before this was recognized as an Agency-wide problem. Our
continuing seminar on Latin America pioneered an effort now being developed by the
Directorate of Intelligence on other areas. The domestic context of intelligence has
been brought to Agency attention by presentations (some in the Auditorium) on youth
problems, racial problems; ecoclogy, demography, and the New Left,
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h. Two fairly new courses are called "Large-Scale Systems Analysis”
(with the Directorate of Science and Technology) and "The Project Officer in the
Contract Cycle" (with Logistics, Finance, and others). Our newest course is for
senior secretaries: "Office Management." Our next new one, "CIA Today and
Tomorrow, " begins in late March; after its first trial running it will be put on in
the Auditorium for all employees who need updating. All work on curriculum new or
old is done by OTR in consultation with all appropriate elements of the Agency, under
the aegis of our Curriculum Council and my special assistant for Curriculum Develop-
ment; they rigorously examine all questions of need, relevance, training objectives,
duration (one half-day to sixteen weeks), frequency, size, etc., etc. We always
pay close attention to student critiques.

i. Concern with the technology of training has led OTR to experiment as
much as we can afford, and with some success. One pioneering effort has been the
move from reel-to-reel language tapes to cassettes which students can listen to at
home or driving to and from work. We are expanding our use of closed-circuit TV,
for example in taping student presentations in our effective briefing course ox
performance in live- situation problems in our ops courses; the playbacks are splendidly
effective teachers. Program-assisted instruction has been valuable in elementary
language courses, and we would like to go further both with that and with computer-
assisted instruction. We have made movies, both for ourselves and for others in
the Agency, and could usefully make more. We have published a number of hand-
books ranging from the two-volume Agent Training Kit for use by case officers
overseas to manuals on the work of OCI and ONE.

4, Half of our 130 courses are devoted to foreign languages, 23 of them at all
levels. Enrollment is now the highest ever, so that eventually the Agency may
replace the high language skills it is now rapidly losing through retirements. Part-
time language training in the Headquaxrters building has especially increased lately,
and we are developing language training for dependents going abroad. We also send
students to the FSI and DLI schools, and
[ | We test all language skills and aptitudes, and maintain the Agency's
register of language skills under a system devised by the Agency-wide Language
Development Committee chaired by the Deputy Director of Training. STATINTL

STATINTL :

5. One important function of OTR is too complex to discuss adequately in a
brief paper. This is the Career Training Program,; it is surrounded by myths and
misinformation much of which dates from situations and opinions generated years ago
and long since out of date. But three things can be said about it: 1) it has brought an
enormous diversity of talent, skill, and flair into the Agency in its twenty years of
operation; 2) its very success caused it to be expanded past the point where both
recruitment and training could be kept at optimum, so that four years ago it was
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improved by cutting it back; and 3) the courses and outlook which OTR developed
for the Career Training Program have now redounded to the benefit of all young
officers whether CTs or not. But much more needs to be said.

6. One last point: OTR is responsible for the publication of the Agency's
quarterly learned journal, Studies in Intelligence. The full-time editor is a member
of the OTR staff, and the Director of Training is the current chairman of the Agency-
wide board of editors. Several recent changes give promise of increasing its effec-
tiveness as the Agency's memory and provocation of new thought.

7. This account has been sufficiently immodest, for we are proud of OTR,
but not smug,. for we know that very much remains to be done. One sample prescrip-
tion may be seen in the attached outline of ideas for OTR which I jotted down more
than four years ago, on being told I was about to take it over; some of the ideas have
been carried out, some may have been too ambitious, but some seem to me to have
some value for my successor. '

HU@H T. CUNNINGHANI
Director of Training

Atts

cc: Mr. Brownman (w/atts)
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A Proposal for the Office of Training

A. The need

For many years OTR has been a good tradecraft college.

Now it is time to broaden and deepen its function:
Without noglecting the how of intelligence, start concentrating
on the vhat and the’ TV,
Reason:  American interests in the outside world are undergoing
rapid and profound change. This change is likely to accelerate
over the ncxt ten years.

That mecans that American foreign policy is also in for profound
change
£

And that means that Intelligence will also change, to a greater
degree than we are yet prepared to cope with,

We should now add to OTR some of the functions of a graduate school

With some of the overtonecs of the Institute for Advanced Study
at Princetoen,

And some of the product of those think-tanks like Stanford Research
Institute and the Institute for Dafense Analyses - though v1tH
greater relevance and va stly less expense than charuccer
such outside outfits,

A place to study the functions of intelligence.

1) Espgcially the ceonnecticns between collection and proﬂnrf1on
between human and technical resources, between minimum
esscntial requirements and the nice-to-know,

2} Methods of evaluztion for accuracy, relevance to policy needs,
validation of past judements and approaches. (A serious
analytical hlStO“y of military estimates on the Soviet
Union would be salutary. So would a validation study of
the JIIRG Report, some threcc years after its adoption
in 1966.) :

3) Methods of analysis - e.g., the tyranny of dubious statistics
over tclllv ce judgments and the validity of feeding
thcsc Judgn 1¢s 1nto Pentagon cemputers for planning
purposes.  (Onc crying need is for a hard look at the
institutionalized delusicns of the National Intelligence

- CIA-RDP84-00780R005600030011-8
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Projections for Planning. Everyone knows they are
‘phony, but when all the axes have been ground into
impressive tzbulations they are trecated like con-
firmations strong as lloly Writy) :

b, A pliace to assign long-range substantive problems, E.g. -

1) VWorld-wide prcblems which will have important long-range
cffects on both US interests and the role of US Intel-
ligence in helping understand those effects - especially
the problems ot populaticn and food, world trade, monetary
systems, :
25%1
2) Some typical cxamples from Latin America:

a)

b)
<)
' . d)
e)
3) Slmllar subjects from other parts of the world, especially
the backward p ; arts. For cxample, why did every Indonesian
expert in the US Government assume in September 1965 the total

absence oL cuy internal force capable of preventing a Com-
munist takcover of Indonesia?

. €« A place to keep track of research projects of general interest,
both to attract a maximum of useful contributions and to avoid
duplic“tion. Perhaps the academic custom of occasionally
‘. issuing a 1list of works in progress would be usetul, 25%1

d. A place to “unrort the researches of NIPE into commmity nrgblems -
c.g., the Report on the Middle East and the Report
on Early Warning,

e. ‘A place to develop cennections with the scholarly world, with
the aim of winning eventual quasi-public awarenecss of the
conscicntiousncss and accuracy of intelligence research,
(And incidentally of cducating the public to get over the
notion that intelligence equals espionage and covert action
and no nore.)
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B. The method

1, Upgrade OIR into an Instituts of Intellirence, on a recognizable par

-

with the Foreign Service institute,

2, Create a Divisicn OE Sdelda.

a, Not permanently staffed by all the exnerts necessary to do the
T types of long-range rcrcarch sugg ested above, but so organized
as to:

1) Stimulate, fzacilitate, and keep track of such research as it
may be carried cut all over the outfit,

2) Provide a tf”“orury haven where experienced senior officers
can profitably spend a few weeks or months (e.g. between
assignments) studyine some specific problen, unlngcrrupted
by current mz nﬂgerl responsibilities, mectings, and
telephones, “sal device or a WPA leaf- raking
project, it id b ul only if it werc seen as a sericus
opportunity y the di mcs° Subjects for study might
remerge from discus omz problem at the DCI's morning
meeting, cr be p“o ; others. For excmple, a senior
African export mi e udy all cur Estimates on Black
Africa and contribute to answering the question whether we
are estimating on ti2 right subjects w1th the right emphasis,

fad
1

i

dis

3) Bring experts on a given problem togsether from time to time
in order a) to assure that the Acency's great assets in
these ficlds are most usefully marshaled, and b) to kel

break down the lingering tribalism that st i1l keeps the

Agency's tribes umn “ccssar11y isolated from one another,

(At prescnt t princ1>al davices serving this purpose

are the Mic curse in OTR and the rather brief in-

house dlSCL f carly drafts of Estimates. More cross-

fertilization is nccucd.)

4) chc1f1ca11V, conduct "graduate seminars" of pcople carefully
selected fvom all over the Aconcy, to meet for two or three
days on a specific program of
relaltd topics all naving to do with, say, the US interest
in Cuba, or the Sovict interest in the quhrnn;lnent of Asia,
or the long range utility of Comint or computers,

5) Set a high standard for scholarly discipline in depth and
: accuracy of research, and in qtlcnwth and clarity of
presentation,

PR
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6) Facilitate the publication of worthy products of this research.
For soine time to came this would mean publicaticon within
the 1ﬁgc]11"*ncc community, but we ought also to prepare
for tho day when 1t will be politically possible to allow
Agency sglioia oublish cutside the community such worthy
works as recent 101p study of anti-US nationalism
in Latin Amcrica. Until that day ccmes we ought to give such
studics far mnre accurate nc111v~ “nd rore Tcsnectablc physical
producticn than they scmetimes veceive nowadays. Such p)nll-
cation h"ld o2 n Lc”'xd for work \cll dGu\, it cculd be made
into an at: i a work of real and fairly
iasting Va.LC, "LJ grad ally ICCSLW our present practice cf
publishing some ep“'ﬂ°ra for morale purposes,

Specifically, make botter use of Studies in Intellicence for
1devtliy1nﬁ appropriate subjectS znd publisiilig results as
far as possible,

Look for ways of involving som, of the Career Trainees in suzh
a progrom, perhaps os temporary research assistants to old
handr invelved in r2scarc pAGJ”CLbc Objectives:

a) A kind cf on-the-job training,

b) A way of interestin:

ol

2 the Carcer Trainees in the long-range
problcmus of intellige

<nce,

c) Identifying any srzcial ap
them an earlier sense of
process than they can get fro

s

udes they have, and giving
rticipation in the intelligence
2 classroom trainin g alone,

Tl
mn
1 3

3. In short, provide a vehicle to the DCI and the dircctorates for
carrying out thcse kinds of ressearch into the current and pros-

pective pr0b1cmf of fvﬂﬁbioﬁs.vcthoaﬁ, and substance which they
themsclves identify as nceding attention, Nothing proposed her
would be intendad to diminish either the jurisdiction or the
responsibilities of management as presently constituted, The
proposal looks rather toward the develepment of a center for
scholarship wiiich each senior manager could use as he saw fit and
to the degree he was willing to support its serious objectives,

SN AT &Ll
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DD/S 73-0868
7 MAR 1973

MENMORANDUM FOR: Director of Training

SUBIECT : Agency Training Program

1. Mr. Colby mentioned that the Director has alluded to the
above subject a number of times in the context of whether we are
accomplishing what is needed currently. Recognizing that the Director
has not been read in or this matter, Mr. Colby suggested that you prepare
a "'punchy"” three to four page paper or Agency training including the
various thrusts at different times in the careers of Agency personnel,
i.e. emphasis on skills development in early years and "mind stretching”
in later years. He also thought that the pyramid could be attached and
perhans described and that you consider including a copy of the catalog.
Mr. Colby also suggested that the paper not dwell on a longish career
connotatior for the training process. 7The next proposed action would
be a discussion by you and| with the Director.

2. 1 believe time is of the essence for a number of reasons
and suggest that you target on 14 March as the outside date for completion
of this paper.

John W. Coffey
Deputy Director
for Support

DD/S:JWC:cav:maq (7 Mar 73)
Distribution:
Orig & 1 - Adse ~ 5% #27>
- DD/S Subject
- DD/S Chrono
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